
AD—A O ’ i O 253 OREGON UN IV EUI€NE D!PT Off MANAG!PCNT F/G 5/
EMPLOYEE CHARACTERISTICS *‘I PREDICTORS OF TURNOVER AMONG FEMALE——ETC (U)
APR 77 R T P4OWQAY . I. W PORTER. £ F STONE N000l*—76—C—Qt6l4

UNCLASSIFIED TR—9 Pt

F j O E ’. _______
40253

____ I___

M

END
DAlE

FILMED

- -
~~~~~~~ 

p -
~~~~~



p ~~~~~~~~~~~~~ 
—. —.———. —-

~ 
- — —— — — -—.. — —

Unc lass~~ I ed — / J ________________

0 REPOR T DOCUMENTAT I O~1 PAGE ( (‘ 
~~~~~

/
~~EFO~*.cOMPL~~TING FORM

— ______________________ . (,OVT ACC~~SSION NO. ~~~~~Fcj~~!E~~T~~~~~~~ A LO c NUMBER

C’~J, T e c h n i c a l  &ep~~~t No.  9 ~~~~~~~~~~~~~~ 1W 
~~~— fj

~~ 
.
~~ 4 r , ,~~,, f ’., ‘ W I .~ - S T Y P E  OF REPORT & PERIO D C O V E R E D

.~~ Employee Characteristics as Predictors of Turn—
over Among Female Clerical Emp loyees in Two ____________________________

6 PERrORMING ORG. REPORT NuMBEROrganizations.. —-

~~~~~~~ R icha rd  T ./Mowday W./ Pcr te r7 and ‘/~:
Eugene F~~~Stcne _ _ _  

.--
.

~

I
~~~~ 

~~~~~~~~~~~~~~~~~~~~~ ~~~~~~~~ 7~~~~~~’~ 4BME AND AD DRESS 
¶0 PROGRAM ELEMENT . PROJECT . TASK

I AREA 6 WORK UN IT N~JM8~~9,~Departmen t of Management
College of Business Administration ~ NR 170—812
Universi ty of~~ regon , Eugene, OR 97403 

- ______ 

‘ -
~
-—

l p ( ’ L L I~ .C~~~~~ W I ~~~F ‘~~AME AND A DDRE’ S 
~~~~~~~~ 

.JL_.~ L~ G —Q.A-T~ 
.

Apr~~~~b77Orgarizational Effectiven€ss Research ~! t i
~~~~~ ¶ 3 .  NUMBER OF PAGESOffice of Naval Research 22ArUnpt-nn VA 72217

4 A ’,F~~i C Y  N A M E  A A O D N F S S ( I I  M l lnr ..nr f,oo, Cont ro l l i t ~~ O f f i c e )  15 SECURIT Y CLASS. (of (hi. ~.pOr()

Unclassified

‘S& O EC L A S S I F I C A T I O N/ D O W N G R A D I N G
SCII EDU LE

I~ 
~ fJI ’ICl~., S IA EMFN 7 ( , f  t h i s  R.porl)

Distribution of this document is unlimited. R€:production in whole or
in part is permitted for any purpose of the United States Government.

b.
‘7  01ST P B .j T I  ~ 5, STAT EM EN 7 (o f  the .bar,.ct .nte,nd In Block 20, If dIlf.,.,s( Iron. R.pot’i’)

~S S U P PL E M E N A R Y  N O T E S
N

¶ 9 K E Y  WORDS (Co ntinus on r.v.r.e .Id. II n.c..a.r)’ m.d id.nIify by blo c k numb. ,)

Personali ty Need for harmavoidance Need for dominanc
Turrover Need for achievement Need for aggression

— Need for Nur t urance Need for affiliation
> Need for social recognition Need for autonomy

20 A B S T R A C T  (Continu. on ,.,.,a. aid.  i f  n.c....ry m.d id .n t i iy  by block numb.,) 

~The purpose of this  study
was to examine relationships between employee characteristics and turnover in

L.LJ organiza tions . N— 314 female clerical employees in ts.o regional offices of a

• _ j  large insurance company were administered Jackson ’s (1967) Personali ty Research
Form and a quertiornaire that included measures of several demographic charac—
teristics. Turnover data were collected up to eight months following the ques—

____ tionnaire administration . Multivariate relationships were found between em-

~~~~~ ployee characteristics and turnover in both samples . Compared with stayers ,~-
r~~ uuOD *54 73 1473 EDITIO N ~~r ~~~~~~~~~~~~~ 0~~~ T C Unclassified /

,
~i 

~~~ 

/ 1
- 

~~~~ 

— — _. : ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ -~~~~~‘ 
_ _ _ _ _ _ _



~ L1LJ~~~~~~j11e(~ ______________

S~~rUN TV ~~~~~~~~~~ & ( ~~~ O~ TH tS PA G E (W ~ .n Dat . ~~~~~~~

2O~~~ AL stract (cont1nue ~~)

~“1eavers in b o t h  o f f i c e ~ were c h a r a c t e r i z e d  by lower tenure in the com-
pany, a hi gh e r need f or auto nomy and a lower need for ha rm~voidanc~~.M i xed support was found for the relationship between turnover and ex—
treme~’ persona lity characteristics hypothesized by Porter and Steers
(p~ ’3). Sever al suggest-ions were made ccncerning the direction of fu—
t u r .. res-arc ’h on turnover.

Unclassif ied
S!ru~~l 1y CLA$S~~ ICA 1 ION O~ ~H~S PA~~(($~,., D... Es,f.,.d,

~ ~~~~~ ~~~~ 
-



- 
—-- —-.-- --

EMPLOYEE CHARACTERISTICS AS PREDICTORS OF TURNOVER
AM(;NC FEMALE CLERICAL EMPLOYEES IN TWO ORGANI ZATIONS

R ichard T. Mowday Lyman W. Porter
Un iversity of Or€gon University of California , Irvine

Eugene F. Stone
Purdue University

(
Technical Repor t No. 9

April 1977

D DC
3, J~ M4 ? 1Øn III

ll .~uu-~j j

3 Pr€ pared under ONR Contract N0014—76—C—0164

NR 170—812

Distribution of this document is unlimited.
Reprcd uction in whole or in part is permitted

for any purpose of the United States Covernment.

~~~ ~~~ ~~~~ 
~~ ri~ ~~~~~~ — — .



-

1 ,
idUployce Characteristics and •furnovcr

.1

Abstract

The purpose of this study was to examine relationships between employee

characteristics and turnover in organizations . N=314 female clerical em-

ployees in two regional off ices of a large insurance company were administered

Jackson ’s (1967) Personality Research Form and a questionnaire that in-

cluded measures of seve ral demographic characteristics. Turnover data were

collected up to eight months following the questionnaire administration .

Multivariate relationships were found between employee characteristics

and turnover in both samples. Compared with stayers, leavers in both

offices were characterized by lower tenure in the company , a h igher need

for autonomy and a lower need for harmovoidance . Mixed support was found

for the relationship between turnover and “extreme” personality charac-

teristics hypothesized by Porter and Steers (1973). Several suggestions

were made concerning the direction of future research on turnover.
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Employee Cnaracteristics as Predictors of Turnover

Among lcma le Clerical Employees in Two Organizations

Reviews of the turnover literature (Brayfield & Crocket , 1955;

j 
}ierzberg, Mausner , Peterson & Capwell , 1957; Pettman , 1973; Porter & Steers ,

1973; Schuh, 1967; Vroom , 1964) have clearly established that characteristics

of both the organization (e.g., organization-wide , immediate work environ-

ment and job content factors) and the individual employee (e.g., age , tenure ,

family size) are related to turnover in work organizations . Relative em-

phasis in previous research , however, appears to have been placed on in-

vestigating organizational determinants of withdrawal behavior . As a

consequence , far less is known about the influence of personal characteristics

of the individu..l employee with respect to the decision to remain with the

organization.

One set of personal factors of considerable research interest concerns

the personality characteristics of employees . While it would appear that

the personality traits (e.g., need strengths) of the employee may play a

major part in the decision whether to stay with or leave the organization ,

studies investigating the relationship between personality characteristics

and turnover are limited in number.

In an early study, Manna (1935) found that emotionally adjusted in-

divi duals demonstrated greater job stability than those classified as

emotionally malajusted . Age differences between the samples , however, may

have confounded this relationship. Cleland and Peck (1959) found a rela-

tionship between turnover and authoritarianism among a sample of hospital

;~ 
~~~ ward attendants. Hakkinen and Toivainen (1960) studied miners on a
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r e l a t i v e l y  hazardous  job  and found tu rnover  was positively related to

manifest anxiety and negatively related to emotional stability. In a

large study of 13(>0 engineers cited by Pcttman (1973) and Porter and Steers

(1973), Meyer and Cuomo (1962) found leavers to be characterized by high

achievement motivation , aggression , independence , self-confidence and

soc iability. On the other hand, stayers were characterized by emotional

stability, maturity, sincerity , job identification and moderate achievement

motivation. More recently, Hines (1973) found the need for achievement

to be positively related to turnover for engineers, accountants and middle

managers , but negatively related to turnover for “entrepreneurs .” Mowday ,

Stone and Porter (Note 1) found turnover negatively related to the need

for achievement and positively related to the need for aff iliation for

employees on high scope jobs , and negatively related to affiliation among

employees on low scope jobs.

In contrast to the studies reported above , several investigations have

found no relationship between measures of personality and turnover. Vincent

and Dugan (1962) found turnover was unrelated to scales of either the

Gordon or Wesman Personality Inventories for male insurance salesmen. In

another study conducted among male insurance salesmen , Uedberg and Baxter

(1957) found 9 of 10 scales of the Guilford-Zimmerman Personality Inventory

unrelated to turnover. Finally, Robbins and King (1961) found no relation-

ships between turnover and scales of the Bernreuter Personality Inventory .

Several problems associated with the previous research make it dif-

ficult to draw firm conclusions about how individual differences influence

turnover . First, the general lack of standardization of personality

measures across studies makes comparisons among studies difficult. The

I
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mixed results  which have been found in previous studies may , in part , be

attributable to differences in the properties of the personality measures

employed . Second , the absence of replication and/or cross-validation casts

some doubt on the validity of resul ts  reported from studies i nvolving

single samples. Finall y, mul t iva r i a t e  methods of analysis  generally have

not been used in previous studies.  When univariate tests are used to examine

relat ionships between turnover and a number of intercorrelated pe r sona l i ty

measures , the probability of committing a type I error is increased . Con-

sequently, relationships reported between turnover and personality may be

overstated . In addition , the absence of multivariate methods of analysis

makes it d i f f i cu l t  to assess the independent influence of a given persona-

l i ty  characterist ic  on variance in turnover .

Althoug h the previous research is limited and characterized by mixed

results and some methodological problems , the accumulated evidence suggests

that stayers can be different iated from leavers on the basis  of cer tain

personality t r a i t s .  In a recent review of this l i terature, Porter and

Steers (1973) concluded that turnover may be related to some “extreme”

personality characteri st ics:  “From the limited evidence available , a

tendency appears to emerge for those employees who leave the organizat ion

to manifest characteristics near polar positions at either end of various

personal ity trait continua” (p. 166). In other words , the largest pro-

portion of leavers would be expected to manifest charac teri s t ics  e i ther

hig h or low on a given personality dimension . Those who remain in the

organization would be expected to cluster near the center of various personal i ty

d imens ions .  Porter and Steers (1973) suggest mean differences w i l l  be
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found between stayers and leavers on various personal i ty  dimensions. More-

over , they indicate that leavers are more l ikely  than stayers to deviate

from what night be considered “average ” or “normal” levels of pe r sona l i ty

traits.

The general purpose of this study was to examine relationshi ps be-

tween employee characteristics and turnover in organizations . The major

focus of the study was on employee personality characteristics . Several

need s trengths were predicted to d i f f e ren t i a t e  between stayers and leavers :

(1) ahievement ; (2) affiliation ; (3) aggression ; (4) autonomy ; (5) endurance;

(6) exhibition ; (7) harmovoidance; (8) impulsivity ; and (9) social recog-

nition . Previous research has found that leavers tend to exhibit hig her needs

for achievement , affiliation , autonomy and aggression than stayers (lim es,

1973; Meyer & Cuomo , 1962; Mowday et a l . ,  Note 1). Based on descriptions

of the need strengths provided by Jackson (1967) , it was predicted that

stayers would be characterized by relatively hig her needs for endurance

and social recognition . Leavers were predicted to exhibit relatively higher

needs for exhihiti on and impulsivity and a lower need for harutavoidance.

A secondary purpose of the study was to investigate the relationship be-

tween turnover and “extreme” personali ty charac ter istics sugg ested by

Porter and Steers (1973). Finally relationships between turnover and age ,

tenure in the company and level of educational attainment were investigated

since previous research has found them to be related to staying or leaving

(cf. , Porter f, Steers, 1973).

The study was designed to be carried out in two organizat ions to allow

for  r ep l i c a t i on  of the resu l t s .  The two organizations were regional of f ices

of a large insurance company . Consequently, it was possible to hold

~~~ 
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organization function and organizat ion-wide p o 1xcie ~5 relativel y constant.

In addition , only female employees eng;~ged in similar clerical ta~;ks within

Ca Cil office were sampled. In this way it wac felt that severa l confounding

sources of variance could be held to a minimum in interpreting the results.

Method

Research Settings

The two organizations studied were regional offices of a Large national

multi-line insurance corporation . Both offices were located on the West

Coast and performed identical functions. Participants in the study were

female employees engaged in similar clerical jobs within each office. The

samples are b r i e f l y  described below .

Insurance Office I. Study partici pants were emp loyed on five clerical

jobs: (1) file clerks (N = 30); (2) typist clerks (N = 56); (3) non-typist

clerks (.\ = 43); (4) keypunch operators (N = 14); and (5) skilled assistants

(N= 14). Study participants had a average age of 27 years and had been

emp l oyed by the o rgan iza t ion  for an average of 58 months .  A ma jor i ty  of

the sample had a hi gh school education . A to ta l  of 157 employees from

Offi ce I particiapted in the study .

Insurance Office II . The sam e five clerical jobs studied in the first

Off ice  were also s tudied in th i s  sample.  The number of employees on each

job was : (1) f i l e  c le rks  (N = 30); typist clerks (N = 49); (3) non-typist

c le rks  (N = 59); (4) keypunch operators (N = 2 ) ;  and (5) skilled assistantc

(N = 17) . The average age of study par t ic ipants  was 27 years and the average

L 

tenure in the company was 38 mon ths .  A m a j o r i t y  of the emp l oyees studied

~~~~~~— ~~ T: ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ -~~~~ ~~~~~~ :— ~~~~~~~
- --



— 
— —--.---- - -—-  .— —- - -  --

t.i j~Ioy ce (hi r : i i t e i i  -~ t I cs and I u i J I ( , v ( - r

7

h ad a hi g h school education . A tota l of 157 employees in Offi ce II par-

t 1 ~ 1 1) at ed i n  the study .

Research M e a c i i r e s

Personali ty R~~ earch Form. Porn A of Jackson ’s Personality Research

Form (PRF) was used to measure the personality characteristics of study

partici pants. The PRF was chosen for use because it appears to be one of

the most ri gorously developed and psychometrically sound personality in-

st ra~euts available (see Iluros , 1972). Development of the PRF is described

in detai l by Jackson (1967). The design of the scales guards against the

common response tendencies of acquiesence and social desirability. Jackson

(1967) reported good convergent and discri minant validity for the scales .

During instrument development , test-retest reliabilities over a one week

period ranged from .77 to .90 and internal consistency of the scales ranged

from .87 to .94.

Form A of the instrument measures 14 needs derived principally from

the work of ~1urray (1938). The following needs were examined in this

study : (1) achievement; (2) affiliation ; (3) aggression ; (4) autonomy ;

(5) endurance; (6) exhibition ; (7) harmavoidance; (8) impusivity; and (9)

social recognition . Each . of these needs is measured by ~O i tems representing

statements that an individual may or may not use to describe theniself (e.g.,

“1 would like to have a job in which I didn ’t have to answer to anyone”).

Responses are made on a true- false format.

Demograp hic Characteristics. Employees indicated their age , tenure

in the company and leve l of educational attainment. Tenure in the company

‘~a-~ measured in term s of months. Educat i onal attainment was measured using

- 4 :~~ T:~.._ -~ .--:.- - 
~~~~~ 
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12 ca tegorI es  rang ing  from “6t h g rade education or lesS ’ to ‘ con e g rad ua te

wo rk or advanced degree .”

Turnover D a t a .  I n fo rma t ion  concern ing t u r n o v e r  wa s  co l l ec t ed  from

company records a p p r o x i m a t e l y ei ght months  a f te r  the :~ i : 1 n i s t  rat ion of the

PR F . P r i m ar y  concern in t h i s  s tudy wa s  w i t h  i n d i v i d u a l s  who e i the r  remained

w i t h  the o rgan iza t ion  or v o l u n t a r i l y  wi thdrew from the  job .  Several  respon-

dents were t e r c i n a t e d  b y the o r g a n i z a t i o n  and they were not  in c l u d e d  in  the

da t a  a n a ly a i : ; . A l t h o u g h  i t  was p o s s i b l e  to id -u i 1; emp l oyees who volun-

tax -ily withdrew from t he  or gaul i  : at i on , in f o r m a t ion wa s  not  ; iv a i  lable conceraing

the speci  fi c reasons why emp l oyees re.c i gned.  h i thin the ei ght month period

of the s tud y ,  the r i t e  of v o l u n t a r y  w i t h d r a w a l  ica ;; 14% and 2u~ for  o f f i c e s

I and 11 , respec t ive l y .

Da ta  Co l l e c t i o n  P rocedure - -;

Employee partici pated in the study on a viiuntary basis. Questionnaire

administrations were conducted by the researchers in group settings on

company premises . ~ i nec the 4 i i e s t i o n n a i r e  p~ & l~agc i~as rath er l eng t hy ,

ques t ionna i re  a d m i n i s t r a t i o n s  were c o n d u c t e d  over a t w o  day period . Fm-

ploy ces  were t o l d  the genera l  purpose of r h :  s t u dy  and t h a t  i n d i v i d u a l

responses would be held in the s t r i c t e s t  confidenco . P ar t ici pants were

asked to indicate thei r names on the q u e s t i o n n a i  i-es so that information

from the two a d m i n i s t r a t i o n s  could be matd -d. This ~lso  a l l o w e d  for the

subsequent  c o l l e c t i o n  of turnover  i n f o r m a t i o n . In  a l l  - i t  - L very few cases ,

emp loyees ag reed to par t i c ipate in the s t u d y and p r o v i d e  t~~e i r  names on l i l e

q u e s t i o n n a i r e .

D a t a  An aly s i s  P roced ur es

W i t h i n  each organ i zat ion , respondents w e r e  c l a s s i f i e d  as e i t h e r  s t a ye r s

_ _ _ _ _ _
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or leavers  for  r~~~ cs o f a n a l y s i s .  Two p r i m a r y  a n a l y s e s  were  per formed

on t i e  d a t a .  F i r - ; t , to c;~: i n i n e  t h e  overall mu ltivariate relationshi ps

c t w e e u  en u p l  ovee : : a u - ; ic t  cr 1  St IC S  and t u rnove r , stc pwi se m u l l  p i e  r eg r ess  i o n s

~er~ s i n  s e p i r u t e l y  fo r  each sample .  It  w a s  f e l t  tha t  a s tepwi se  procedure

w o u l d  prov ide the  mos t p a r s i m o n i o u s  r e s u l t s  by f o c u s i n g  a t t e n t i o n  on onl y

t h o~ e variables shich c o n t r i b u t e d  to the  d i s c r i m i n a t i o n  between s tayers  and

le-avers . These  an a l y s e s  a l l o w e d  conclus ions  to be drawn concern ing  the over-

i l l  r e l a t i o n s h i p between tu rnove r  and the  p red ic to r  var iables  ( i . e . , emp l o ye e

c h a r a c t e r i s t i c s ) .  In  a d d i t i o n , t he s p e c i f i c  v a r i a b l e s  t ha t  d i s c r i m i n a t e d

betst-cs. stayers and lea v ers i n each sam p l e could  be identified.

The second analysis examined the extent to which leavers were charac-

terized by ectrem e~ personality characteristics. Although the meaning of

the te rm “ ex r  r ein c ” is clear in the a h st  rac t , it is necessary to be more

precise  about  the  type  of ev idence  needed to confi rm the  h y p o t h e s i s  tha t

leaiers eAlH b it “extreme” personality characteristics. One method of t e s t i n g

the  hypo thes i s  is to d e t e r m i n e  the extent to which stayers cluster near

the  cen t e r  of a p e r s o n a l i t y  d imens ion  and leavers s i g n i f i c a n t l y  dev ia te  from

the m i d - p o i n t .  The best estimate of the center of a distribution is pr ovid ed

by normative data for the personality instrument collected from a large

national samp le. The mean for the  n a t i o n a l  samp le on a personality dimension

can he considered the center of the distribution. Consequently, evidence

in  cu ppor t  of the “extreme ” personality characteri stics hypothesis would

be found if: (I) the  mean level on a personality dimension for leavers

is si gnificantl y higher or lower than the mean for the national sample; and

(2) there is no si gnificant difference between the mean level on a persona-

lity dimension for stayers and the mean on the national sample .

Normat i ve data for the pers onality instrument used in  this study are

- - - - 
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;ivai lable f r o ; ; .t n a t i o n a l  samp le  of N = 1002 f e m a l e  c o l l e g e  s t u d e n t ;  - Since

a m aj o r i t y  of th e feI IIC clerical emp l oyees ~h o p ; i r t i c i p ; i t e d  in  t h i s  s t udy

had only comp l e t ed  1- igh  school  • c a u t i on mus t t ie  ta~ cli i n  c u a p ; i i n g  t }e

clerical employee s  w i  t t i  the n on n at  i v e  sample .  J ; i c k s o i ( 1967) i n d i c a t e s ,

however , t h a t  S ummary s t a t  I :,t i cs for n ui -co l lece sjnples have been found

to con form reasonably well w i t h t h e college samples . Co n s - i i e ;t  l y, i t was

f e l t  t ha t  compar ing  data f o r  St  a v e r - - and leavers w i t h  J a ck son ’ s (1967) nor-

n at i v e  d a t a  w o u l d  p r o v i d e  an e x p l o r a t o r y  t ys t of t h e  “ext reme ” p e r s o n a l i t y

ch ar : ic  t e r~ u t  ics h y p o th e c  is.

Results

Me~iis and s tandard d e v i a t i o n s  on each of the  emp loyee characteristic

meas u res a rc  presented  for s t a y e r - . - and leavers  in each sample in Tabl e  1.

The r e s u l t s  are presented  in two p a r t s :  ( 1) r e s u l t s  of the  analyses

Insert Table I About Here

examining the overall multivariate prediction of turnover; arid (2) r- ; L1 ~~S

o f the analyses i n v e s t i g a t i n g  r e l a t i o n s h i ps between ‘ e x t r e m e  per sonality

c har a c t e r i s t i c s  and turnover.

O v e r a l l  P r e d i c t i o n of T u r n o v e r

Re s u l t - - ci t he m u l t i p l e  r e g r e s s i o n  analyses  are reported in  Table 2 .

I n each sample , a si gn i f i c a n t  r e l a t i o n s h i p was found between turnover  and

employee c l i ; i r ; i u t e r i s t i c s . The percentage  of var iance  e’:p lained ( R )  by

the mul t i p le  r ’g r c . s  ion s was 19”,, and 9~ f or  o f f i c e s  I and I I , r e sp e c t i v e l y .

When t~~ m u l t i p l e  c o r r e l a t i o n s  w e r e  c o r r e c t e d  for s h r i n k a g e , these per-

cen~ agcs w e i-c reduced t i  12 and S.

i

_k : 
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t h a n  t h e  iia t ;oii . i l sam p le on the need for endurance. Leavers exhibited a

si gnifi .uitly lower need for social recognition in both offices , althoug i

st ayer s w i re also lower on this need in office 1.  F i n a l l y ,  lea - e r  - we r e

significantly h i g her than the national sample on ~h e need for  au~~mnomy i n

of f i c e  I .

In i nt erp r e t i r ~g the resul t s  of this  analysis , i t  is important  to

recognize tha t  d i f f e rences  in sample size between the stayer and leaver

groups favored finding statistically significant differences between the

national sample and stayers. Consequently, the small size of the leaver

groups may account for the general failure to find significant differences

between leavers and the national sample. Caution may therefore be necessary

in interpreting the results of the t-tests. It was ori ginally predicted ,

however, that the mean s for stayers would be more similar to the means of

the national sample than would be the case for leavers . Contrary to this

prediction , it was generally fowid that the magnitude of the differences

be tween the .n ean s for stayers and the na t iona l  sample were greater than

di fferences found for leavers . As a result , it is diffi cult to conclude

that leavers are more likely than stayers to exhibit “extreme” personal ity

characteristics .

• Discussion

The overall results of this study suggest that employee characterist ics

are predictive of turnover in organizations. The profile that emerges from

these results suggests that leavers in both offices were more likely than

k stayers to be characterized by a high need for autonomy , a low need for

harunavoidance , and , to a lesser extent , low tenure in the com1iany. The



- — ~~~~- 
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standardized regression wei ghts are Presented for each variable that

- - e n t e r e d  the stepwise solutions in Table 2. Three employee characteristics

were found to differentiate between stayers and leavers in both samples .  t h e

needs for  autonomy and harmavoidanc e  were found to be s i g n i fi c a n t l y  re la ted

to turnover  in each o f f i ce .  ‘the r e l a t ionsh ip between turnover and tenure

in the o rgan iza t ion  approached signi ficance in  both offices.  As predicted ,,

leavers exh ib i t ed  a h igher  need for autonomy and a lower need for harma-

voidance than s tayers  ( c f . , Table 1) .  heavers in both off ices  also had less

tenure  i n the company than  stayers .

“Lxtreme” Personality Characteristics and Turnover

To examine the prediction that leavers would exhibit “extreme ” levels

on the  p e r s o n a l i t y  d imens ions , the means for stayers and leavers on each

personality measure were c om p a r e d  w i t h  the mean for the na t i ona l  sample

of female college students. Comparisons between stayers and leavers in

a each office and the national samp le were made by t-tests.

The resul ts prcsented in Tabji. 3 do not provide clear support for

the prediction that leavers are more likely than stayers to exhibit

Insert Table 3 About Here

“extreme ” personal ity characteristics. Althoug h stayers were predicted

to cluster near the center of the personality distribution s, a larger

numb er  of s ign i  f i c a n t  d i f f e r e n c e s  were found between the mean pe r sona l i ty

characteristics for stayers and the national sample than was true for leavers .

In both offi ces , stayers were found to exhibit signif icant ly lower needs

for impuls ivity and exhibition and a higher need for harmavoidance than

the national sample . Bo th s tayers  and Icavers were sign i f ican t ly  hi gher

~~~ T i _ ~~~ 
*~~ ~~~~~~~ ~• ~~ -.---— ‘•~• — —4—.-
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f i n d i n g  tha t  leavers had lower tenure in the company is consistent with the

results of a number of previous studies ( cf . , Porter ~ Steers , 1973). As

te~uir &- in the organization increases , emp loyees are l i k e l y  to ~a i i l d  up a

number of “inv estments ” that may i nc r ea se  the costs  associa ted  w i t h  t urn over .

In addition , employees who remain in organ i zations for a “ b i g ’ period of

time may specialize in organization specific roles (Salancik , 1977). Such

specialization may decrease the probability of finding suitable positions

in other organizations.

The f i n d i n g  that  f e m a l e  c l e r i ca l  emp loyees who left the insurance

off ices  had a higher need for autonomy than those who remained can be ex-

plained by consider ing t h e nature of the cleri cal jobs studied . File

c l e r k s  and typist clerks are like ly to have relative ly low amounts of

autonomy and discretion associated with their j o b s .  Consequent l y ,  employees

with a hi gh need for adtonomy may find such jobs dissati sfying and thus

have a greater propensity - to leave . More research is needed to clarify the

influence ot~ the need for autonomy on turnover in various types of jobs (cf.,

Mowday et a l . ,  N ote I ) .

The f i n d i n g  tha t  s t ay e r s  were more l i k e l y  than leav ers  to exh ib i t  a

hi gh need for h arm avo idance  may r e f l e c t  i n d i v i d u a l  risk taking propensities.

A h i g h  r ice d for harmavoid ance is described by Jackson (1967) as a tendency

-
- - to  avoid risks and to be overly c au t i o u s , carefu l , f e a r f u l and self-protecting.

Such individuals may be unwil ling to assume the potential risks involved in

leaving a job (e.g., uncertainties associated with finding a new position and

unknown characteristics of other jobs). The relationship between turnover

- :  
and the need for harmavoidance may be pa r  ‘ i l a r l y  pronounced when the economy

i’- in a recession and the number of alter it i.e jobs is greatly reduced .

- ~~~~~
-. 

~T 
r~~~
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When such economic conditions exist , employees with a high need for harm a-

voidance may be very unlikely to voluntarily leave the organization . During

the period in which data were collected for this study , the economy was in

a general slowdown brought about by a “energy crisis. ”

An exploratory test of the relationship between turnover and “extreme”

personality characteristics did not provide clear support for the conclusions

reached by Porter and Steers (1973) in their  review of the l i tera ture . As

predicted , leuvers significantly differed from the national sample on severa l

need strength measures. Contrary to predictions , however , a number of di f-

ferences were also found between the personality characteristics of stayers

and the national sample. In several instances , leavers were more similar

to the na t iona l  sample than were stayers . These f ind ings  suggest that  both

s tayers  and leavers may devia te  from “average ” levels  of p e r s o n a l i t y .  W h e t h e r

s tayers  or leavers e x h i b i t  “extreme” personality characteristics may depend

upon the particular personality trait in question .

It  i s  im portant  to recognize the re la t ionships examined in this study

provide only rough test of the “extreme” personality characteristics

hypothesis stated by Porter and Steers (1973). Differences in level of

educational attainment between the clerical employees and the normative

sample suggest the results must be interpreted with caution. Although these

differences were not judged to be great , they may have influenced the r~~~lts .

In addition , it is important to consider the way in which “extreme” personal ity

characteristics were defined in this study (i.e., significan t differences

from the mean of the normative sample) . Even though a number of such differ-

ences were found to exist , the strength of the relationships as measured

by omega-square were quite small. Consequently, it is not clear whether the

• 4
’ 
— 
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personality tra it s exhibited by employees in these offices were “extreme”

in any absolute sense. More research is clearly needed to determine the

impact of “extreme” personal ity characteristics on turnover. The results

of this study , however , suggest that future research should consider the

p o s s i b i l i t y  that  e i the r  s tayers  or leavers may exhibit “extreme” personality

characteristics.

Several conclusions and directions for future research are suggested

from the results of this st udy.  The overall  f indings suggest that emp loyee

characteristics represent an important component of comphrehensive models

of the turnover process. When the nature of the job and organization-wide

policies were held relatively constant , it was possible to distinquish be-

tween stayers and leavers based on certain employee characterist ics.  This

suggests that future research on turnover must consider individual differences

as well as differences in organizational work experiences . Rather than

view emp loyee charaL~ eristics and organ i zational factors as independent

sets of predictors of turnover (cf. , Porter  ~ Steers , 1973) , future  research

may contribute more to our understanding of the turnover process if inter-

4 actions between these sets of variables are investi gated. Previous research

has made a contribution by finding relationships between turnover and various

employee characteristics or organizational practices. What appears to be

needed now , however , are more sophis t ica ted  invest igat ions in which  the

propensity to leave is viewed as a result of complex interactions between

individual difference factors and characteristics of the j ob , immediate
.
~~~ -

work environment , larger organization and economic environment. Several

previous studies have investigated such employee characteristics-job

characteristics interactions (for a revi ew of these studies see Schneider ,

1975). More research of this type is needed if we are to expand our under-

s ta n d i n g  of the turnover process in organizations .

— -r - — —-c- - ~~~~~~~ ________________________ 
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TA1fl J~ I

tl ean s and Standard Deviat i ons for Stayers and Leavers

On P e r s o n a l i t y  and Demographic Measures

In s u r a n c e  Office I I n su r a n c e  O f f c~ I I

Employee
Characteristics Sta ye rs Lea vers Stay ers Lea v ers

Demographic Charac te r i s t ics

A ge 28 . - I 2 2 . 6 27 .0 25 . 3
(10.2) (6.2) (9.4) (7.9)

Tenure in Company 65 .1 21. -) 40.-i 23.8
(66.6)  (29 .3) (45.8) (22.1)

Lducation 7.6 7.3 7.5
(1. 1) “ (. 7) (1 .3)  (1 .0 )

Personality Char~~- terist ics

Achievement  12 . 6 11 .8  12 .6  1 2 . 3
(3. 5) ( 2 . 8 )  (3 .2 )  ( 3 . 2 )

Affili ation 14 .5 lS . i 16.0 15. -I
(3.0) (3.3) (2.3) (3.4)

Aggression 4.7 6.1 5.6 5. 1
(2.8) (3.8) (2 .9 ) (3. 1))

Autonomy 6.5 8.6 (- .5 7.9
(3.0) (3.6) (2.8) (2.7)

Endurance 12.5 12.2 12.5 12 .1
(3. 7) (3 .1)  (3.6)  (3.4)

E x h i b i t i o n  7 .3  10.1 8.9 8.8
(3.6 ) ( 4 . 4 )  (3 .9 )  ( 4 . 5 )

Harmavoidance 13 .3 10.1 11.9 9.5
(3.8) ( 4 . 1 )  (4 .0 )  (5 .6 )

Irnpu lsivity 8.9 9.8 9.-i 10.3
(3.1) (3.2) (3. 4) (3 .9)

Social  Recognit ion 9 .9  9 .4  11. 1 9 . 5
(3. 4) (3 . -i )  ( 3.3) ( 3 . 7 )

Sample Size a 134 19 128 23

aRCdUCCd sample size due to ;Iissing responses.
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TABLE 2

Standardized Regression Weights and Summary Stat is t ics
for Regression Analyses

Insurance Insurance
Office I Office II

Demograp hi c Characteristics

A ge - .09

Tenure in Company .18* . 10*

Education .05

Personali ty Characteristics

Achievement .17*

Affili ation - .08 
- . 

.06

A g g r e s s i o n  — .11 . 18**

Autonomy ~~ . l7** — . 17**

Endurance  .01 .12*

E y ) - i h j i tiun — . 2 l***

!la ; -ma vo i dance  .lô~~ .lS**

lmpu lsivi ty .10

Social Recognit ion .02

Summary Statistics

R 44*** .30**

R
2 .19 .09

4)

C o r r ’- c t d R .12 .05

Notc . No weig h t  is reported when a variable did not enter the stepwise solution .

*E <  .10

~ .05

< .01

f f _ T~~ ±~~~ 
- 
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TABLE 3

h i f f t - r cnc es l i e t w e u n  \ l ean  P e r s o n a l i t y  C h u r ; i c t e r  T I C S  
-

for St  ay e r s  and Le :ive i~~~; and M eans for  ;~ ~ . :i t  ofl~ 1 - 

~~ 
le

d

Ins ur ;1 IiL -~- Office I In - h r ; u ce uIf~ ce H

St iycrs  L e a v e t  - - - t a v - i  .e ai -cr s

Achievw:~eii t — . 31 — . 49  — .31 — .01
( .00)  (. 00) ( . 00 )  ( .00)

Affili ation — 1 .  35** — 1 . 0 5  — .15  — .73
( . 0 2 )  ( .001)  ( .0 0 )  ( . Ou)

,\ rc~- -- Ion — l  . l6~~ . 2 )  — . 26 — . TI
( . 01 )  ( . 0 0 )  ( . 00 )  ( . 00 )

Autonomy — .58 ~.52 *  — . 58 . 82
( .0 0 2 )  • ( .003)  ( . 0 0 2 )  ( . 0 0 )

Endurance 2.39** 2.09* 2.39 * 1.99*
(.05) (.005) (.05) (.~~l)

E x h i b i t i o n  -2 . 4 4 ”  .86 ._ $ )*  — . 9 1
(.01) (.00) ( . 0 0 4 )  ( . 00 )

iiarmavo i~~aiice 3. )) * . 1 7 1 .63** — . 17
(. 05) (.00) (.01) (.00)

Impu l sivitv _ l . 4 0 * *  — .50 
_ .9U*~ .00

(.02) (.00) (.005) (.00)

S o c i a l  R e c o g n i t i o n  _ 1 . ) 2 * *  _ l . 9 2 *  — . 22
( . 0 2 )  ( - - )  ) ( . 00 ) ( . 0 0 3 )

Note. Pos i t  i ic di ffcrencc indic at e n~- ai ~ fo r na t iona l  - - n ip  le wa s  l e s S  than
obse rved mean for s t ay e r - ;  or leavers  . ~1e t n : -  f u r  n a t i o n a l  sam p le arc
reported in J ick- ~on (1~)67).

k)mega- .;~u ar e d  reported in parentheses.

< .05

.01

- -  - 
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